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The c'.om.._ I$ an evaiuauon of the activitios ¢ nerican nsuiute or Froe Labor DC\'C.C;‘-;?]CI‘;C
{AIFLD} in Haiti under a crant (a total 07 51.188,788) funded ov USAID since ;“l Lhis
evalualion was iutiated by USAID Hait ; oy u i
managasment effectiveness. The AIFLD gran

po‘?t cal situation. T}‘c overall purposc of the g 1 : .13!;; ccmc:ra:i: 1Tadl unicns in nai.l
represent workers more effectively and mere fully perticipate in the countn's develonmern:. Pianncd
actuvities include ﬁ.lamzai support to unions, (ralning 1o the

. . . P - PR Hg.
£, parulipatlicn il Wic Drocess iCRGIng
-

eturn of the democratically elected government and civic education in suppont of recent

-4

The purpose of this evaluation is to measure the AITLD program’s level of («.ccompiisi‘.mcnts 1o date.
AIFLD’s performance, program managemien: and the umpact of AIFLD activitics are the three
primary concerns of the evaluation.

The number of workers nvolved in trade union activities is small, arou: .d percent. Thc Haiiian
labor movement is weak, especially since the buik of th u*oan membersi nel :
political and economic upheavals of the past four vears. With the virtu 2
economy, few collective bargaining agreements arc in forcc Or are £X0C:

Because the AIFLD program does not adequately document project activities, the suiﬂ“zw:ia*%on of
AIFLD activities ana their impact is cifficult. The evaluators attempied 10 find concrete «
AIFLD interventions and spoke to a wide range of people with knowledge of;—\IFLD. Since ~uFLD
deals cirectly with confederations of unions, '“C&Ih”‘:fu{ discussions with “rank and file” member

Al riancdlidind

/n'

was not possible and due to the absence of labor unions in the private i .wsuml sector, privale sector
Interviews were not very revealing.

Institution building is one of ATFLD’s most important contribution to the Haitian jabor movement
The ATFLD Country Director helped the tradc unions in Haiti 10 create 2 network 10 survive thc
defacto government and plan programs to try and keep in contact with heir membership. Assisiance
was provided to the Tripariite Commission helping union leaders o have non-confrontational
excharges with the government and the priva{c secter, Privatization is anothcr arca where the
Country Director provides advice to unions whosc members work (o; used 10) in s000-10-be
privatized companies. Although imporiant, especially to long-term sustainabiiity, AIFLD has not vet

}JI'OVICWGI basic management technical assistance to unions.

Overall, AIFLD management is deficient. AIFLD lacks adequate planning mechanisms, has no
monitoring and evaluation systems, docs not have adequate p rogram reporting and docs not have an
accounting system that can provide information for management decisions. Proposals have niot beer

up-to-standard, reporting is erratic, financial management T CQUITCIICTS

l’l.

0325 1ot leQU“G [{olhe] :'AJCC'

and there appears to be little concern to provide concrete resuits of project activities.
Accomplishments arc difficult to document precisely due 1o manazement weaknesses.

id have been ¢ FDCNL more

Grven these circumsiances, it is highly fikely that USAID &



effectively. USAID management
signifizant s;afffuf‘" ver., These U
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periormance o aC:\“n;, SYSICMS and mnsuicient FOPOTURE ini0rmation. iag evauaiorns recommeoend
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that AJFLD be required to put JIOper management systems i place and recommend a short, medium

and leag term plan for this.

The evaluators also found that overall, the AIFLD progr $ niaGe a contribution to the
preservation and development of h Haitian trade union movement. However, 1h ¢ has been
limited progress in bringing women into the movement. If ATFLD substantially improves the
management and documcmatio". of their program, and cleariy defines a cohesive program for lab

unions in Haitt, the continued su port to iabor is recommended.

The evaluation tcam str z;} ccammends a short, medium and long-term agenda be established ‘to

]ln rG\ c 'WaﬂaLCI"AC.u ’]C a pi Obralu u/f ha;u. SpyCIuC T '\.'Onllucuua‘..OUb are sumin af ’nC
foliows: (See page 20—;1 for full recommendations)

Management Improvement:

v' Shori-term (Within 6 months): establish work plan, indicators, monitorin system, reporin
g

format, increascd contact with USAID, and lmproved financiai information. Joint AIFLD/USAL
Internzl management review.

or

as

o
o)

v’ Medium Term (Within 1-2 vcars): establish indicators and monitoring system ‘o. labor union

developmcnt success, provide evidence that financial management information is used. medium <orm
goals of AIFLD and AIFLD/Washington outiined,
v’ Long Term (2-5 vcars)' established indicators and systems for labor union success tesied and

revised, AIFLD able to present ¢ mpreh nsive documentation on labor union status, long-term g
outlined for AIFLD and \IF' Ditaiti

Program Refinement:

goais

v" Shert-term: efforts focus on civic education related to election process, assistance to Triparite

Commission, indicators for programs esiablished and results documented.
}

-

v Medium Term: document AIFLD assisted trade uzion accomphishments, medium term plan for

labor union development done to include pammuauo“ of wonien, cicar indicators which inciude
types of services offered that members are willing to pay for.

v Lorg-Term: sustainabiilt
o
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I. INTRODUCTION

The following is an evaluation of the aciiviiies of the American Insiioia {ur Freo Lapor
Development (AIFLD) in Haiti since 1991 During this period _‘.II';J nas rosaived
$1.188,78¢ o support labor unions through tralning and tcchnica) assisiance ;a:'." :

of support to union operating ¢xpenses. Twc ATFLD acuvities are part 27 US
Democracy Enhancement Project (DEP) which was desi gned ju51 alier e
strengthen five primary Haitian institutions of cemocracy and zov
political parties, the elecioral commission. civil socicly and

Tie Democracy Enhancement Project was authorized in Mav 1697 ora Tour vear pericd {or e
total 0f 32445 million’. The goa! of this project is fo coniribuic 1o the o veiopmieni of a
constitutional, stable, cpen democratic socicty in Haiti. The o DUTROSE OF Lhc project oy fo expurid
and sirengihen constitutional and autononious private mstisiicns wiici Jacilivee broad-based
participation in democratic decision making and respect for ihe consiiluion,

The muittary coup i October 1991 made most of the projcct acliviiies impossibie 1o impicment.
Alinough impiementing organizations had been chosen for 4l elemen '
orgamizations were unable to carry out project activities and indecd el th iy Z

resolution to the situation. Only AIFLD and America’s Development Foundation {responsible for
the Umbreila Management Unit providing sub-grants and institutional develonmer:
assistance to Haitian NGOs working in civic education, the m edia, human o
debate} had substantial activities during the years of the defacto government

A. Puipose of the Evaluation and Primary Issues Examined

1

The overall purpose of the evaluation is to measure the AIFLD program’s leve of
accomplishmenis to date (See Annex I for complete scope of work). More specificaliv the
evaiuation examines the following:

* Performance: The AIFLD cooperative agreement and muliinic 2m

To 2lopm crrmran -

~r sty
13 Lal ITanice oI :. N

and indicators. These indicators address quesiions of efficienc
tasxs outhined, and if not, why not?

* Management: How is the AIFLD project ma naged? What issues affect prore
impiementation? Is AIFLD cost effective?

* Impact: Im act 1s essentially an effectiveness measure based on the faRzges benwedn
per:’ormancc indicaiors and project purpose i!?uiCEIOTS Current purposs lovel indicaiors are veny

N . . (A TQt Ay T N S T mm e g
S11 million in development assistaice funds ane 513 45 i o0a) curroncs



general. Has AIFLD establis 1M indicaters to monitor resuiis® s zk*.c program doing the
things to cifect these indicators? Since the program is an institutional development effort, what

mstitutions! dev Igp rent has bec:z Gonc witia ‘hc unions and wial has teon the rosuh” What tasic
' 0

-+ —~

* Issues: In addition to summarizing the a accomplisnments and deficiencies of AIFLD, the
foliowing questions are discussed: Why is labor : IMPOTIAnt in a Couniry 1hat has ohenomenal ratcs

of uncmployment? How can program effectiveness be i improved”?

B. Haiti Context

The number of workers involved in trade union activities is fow, probably around one
percent of the total labor force. Under the political .1d economic conditions that prev ail in
Hait;, vnemployment is estimated to be as high as 80 percent of the cconomicall v-active Werk
force. Also, 70 percent of the Populaaon isin \rowed inagricultura: activities.  This raises thic
question of why form adc unions when there is, In essence, no cmplovment. However,
organizing workers under these conditions is essen 1 01 l\. deveclopment o '
roots organizations that dir ectly reach the nation’s largest scctor; the Wwage ¢aiacss or potci.tlai
wage carners in the formal and informal economies.

The Haitian labor movement is weak, especially since the bulk of the urban membership
lost their jobs during the political and economic upheavais of the past four years. _\E.‘ o the

union leaders the evaluators spoke with, admitted that they have very fow members in cither the
urban or rura: arcas. Thae tcachers’ union is the exception, but they aiso admit that they have “lost
contact” with many of their members during the defacto ¢ government, anc thev, like the other
UnIons, are attempting o reesiablish Enks with their ran

The major labor confederations in Haiti are extremely interesied in of gamzing rural workers.
Ha:tian union officials note that they see the rural workers, (even il they do not work for wages),

as vital to any organization that pretends o represent aitian izbor. They stress that rural
workers nced organizing 1o help protect their interests from | rger farmers, to act as pressure

greups o insure that local and national government officials make beneiits availz bie, and 10 zive
them some dcgrec of control over their markets thr ough coilective action. In essence, the basic
aim of organizing rural worke ers i t0 help them, through education. on how thev can gain some

1

cortrol over their lives, aud to improve the quality of iife of their famil

3
tn

With the virtual disappearance of the formal sector of the ec ,
bargaining agreements are in force (the port workers 2 apparenty st have
barzaining contract). Limiied expectations also cxist that t i
soGh to nitiate any activities in this arca.
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C. Evaluation Mathodelogy

Because the AIFLD program does not adequately document t project activities, the
substantiation of AIFLD activities, tiicir status and impact is chalienging. The evaluaucn
team has atiempted 10 find concreic ov quI-.CL ol AIFLD interventions To do this. the cvamaie
spoie 1o a wide a range of people wihio miziht have knowiedee of AJFLD and labor unlon

=
i s - 1 ‘.'.._ . - ey R S T o S
acuvities, AIFLD aCT.\rh”’S are Cﬂ:’u;.":\)lCJ LATOUDS conicderalions which arc umbsreila

orzanizaticns for smalier unions. Althouch the evaluators had discussions with coniederation
leaders and some union leacers, there was no opportuni‘y to have candid discussions with “rank
anc file” members. Since mosi union activity is public sector based (teachers, port wor kers, utility
werkers) and there are few private businesses with union labor discus..ons with ihe DIIVAIE SCTior
have Iimnited value

Soon after their arrival in Haitl, the evaluation team established a work plan {Sec Annex II; that
inciuded their basic methodological approach, a schedule of activitie ard & report ouiline This
inctuded all of the concerns as outlined in the scope of work, and those voiced during mitial
discussions especially with the United Siates Agency for International Dev Ciop {USAID; and

nt
ALFLD. After reviewing project documentation, the evaluation team spoke to all f the fabor
union leaders that AIFLD is working with, LESAID personnel anc outside org; nizations that
might coliaborate with or have knowledge of AIFLD. To evaiuatc AIFLD s participailon in
eleciion actlvities, the evaluators also spo}:c 10 Non-governmental Organizations (NGQs),
inicrnational organizations and other involved in the srocess (See list ol persons contacted at the

enc of the repent

This evaluation took place from August 10 through September 2 and was managed by Thunder
and Associates. Two days were spent in Was'ﬂingion speaking (o the AIFLD Washington
management perso nel, the USAID Haiti Task Force, the State Department Labor Advisor for
Latin America and USAID’s Latin America Burcau Labor Advisor. A round tabic session wiih
r\e; Haitian Labor Leaders (sponsored by the United States Information Agency) at AIFLD was

also part of the agenda.

IT. ATFLD ACTIVITIES

A. Overview of AIFLD

Betore 1586, Hatlian workers had littie opportunity o develop free and democratic trad unIons,

or any other sort of association des:

gnee 1o protec: and advance their in

_ e AT Ao LN oS T e DU A . AT R S I

C:ESI’L‘Z uuﬂs g ai C\ A ’JC;CFC ,.\156 aal C.~.L;C;7;C;}' ;131:103 ATUNILCE (..LJC el _JOL.L.\_.;. and
lm eam el [ ] -~ SR O [ T S R S g
eccnomic reaiities. or were estabhished o serve a poitiical purpose, genceraliv oy those interesied

.
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i Cang a shorl-ierm popuilst advantzze. When the opportunity 1108 sresented seliin | 380,

T T R i TT o ies
AIVLD bcg 1D oa program in Fain

[



The American Institute for Free Labor Development began
within weeks after the f2ll of the Duvalier regime in 1986
due o the very himited number of viable worker orzanizations, a lingering fzar of repression
among Haitian workers, continued political uncertainty in I_Llau. and probiems within Al
fincing personnel with the necessary language skills 1o represent AIFLD in Hawl, A series ¢
hort-term programs headed by temporary ~AIFLD representatives. and funded b ‘
from the Naticnal Endowiment for Democracy (NED), was carricd out between
19%1. Eesides helping to foster 2 nascent trade union movement, AIFLD alsc assist
untons in their successful participation in the 1990 clections.

[¥¢]

B. Project Overview

Amendment/Date Amount of Program Purpose/major changes
Original CA: 7/91 $500,534 Help democratic trade unions in Haiu

it ¢

represent work‘rs more et cm elv and more
Ic 0

Amendment 1.7/52 Support to the Haiian trade Union Movement
_ vp
in1ts struggle to restore the democratic
process.

v Reduction of activities

L

Amendment 2: 5/93 i No major changes.

Amendment 3: 7/93 S20% 204 | Support the trade union movement to restore
democracy through maintaining a union
presence, helping maintai contact with
affiliates and wraining.

v" Noted that low profile activitics were
necessary

Amendment 5: 10/94 $127,000 No major changes

Amendment 6 2/93 5233,024 Continuation of previous activiles.

upport to trade union roic in pariiamentary
and mayoraity elections

Amendmernt 7; 4/95 | 599024 No major changces

]

Total Program $1,188.786 |




As 'Jaﬁ O) tu\, D-.,J Mmocr C‘_\-' Enhan
USAID/Hait: in August 1991, &

heir democratic trade umons i Haiti represent workers more offectively and more fully
i b

participate in the countny’s development. Since AIFLD & reacy had severai vears of eNPLricnae in
Haii and had alrcady developed relationsh 195 with several :rady wiions, AIFL cided tc

7S

15
cor.centrate their program on four confederations yet jeave the program open 1o *he parucipaion
of others. These confederztions are the Independent Gencral ulzar‘zawn of Haitian Workers
(OGITH), the %utowmo_‘a Confederation of Haitian Workers {CATH), the teachers union
(CNEH) and the Workers Federation of Trade Unions (rOQ) The cooperative ag:
outiined four principal activities: fnancial support to unions for operating expenses, raining in
the fundamentals of trade unior organizing and administration, dev ziopment of trade union
educational manuals and other materials and financial assistance o im*\rovc basic community
services such as health faci'aities Specific actmues and resuits were defined in the agreemer: (Sec
Annex I for details of activities and indicators

s
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InJuly of 1992, AIFLD’s cooperative agreement was amended to alter the project description 1o
suit changing circumstances in Haiti. The purpose of the grant was chanLed to suppert ke

Haitian Trade Union movement in its str.zgle 1o restore demog racy i Haiti. The numters o
activities were reduced and the types of activities maintained under the ¢ grant were onilv modificd

~

siightly. The amendment called for the coatinuaticn of financial su pport 1o union vperating

eXpenses so that they can provide basic scmvices to their affiliates unti! the political climate
changed, promotion of a tripartite dialogt ¢, and expansion of rural-based trade unions.

Another substantial cooperative agreeme: : amendment was made in suly 1993 This amendment
refiected the submission of a new AIFLD sroposal and the evol ving political circumstances and
extended the cooperative agrecment compietion date to June 1994 The purpose of the grant was
changed to support the trade union move 1ient 10 restore democ acy in the country specifically
through maintaining a union presence, he wmz the confederations to maintain contact with
afliliates, assisting the unicns to commun: zate with the oulside world and continuing 1o train

union leaders. Specific numbers of trainis 7 sessions and workshops and affiliate visits were
delineated, although the agreement descr stion specifically noted that low profile activities were

necessary.

At the end of this grant period, with polit zal resolution in sight, another 6 month Droposal was
approved ($127,000). The purpose of this grant was esscmiaII} the same as the previous one. it
was 10 help the trade union movement to se a positive force in the restoration of democracy.
Two major components of the AIFLD pr. gram were training (civic education/labor union
training) and continued financial support o cover the operating expenses of the four primary
unions assisted. Success of the program -vas defined by numbers ¢f specific activitics outlined in
the agreement (training sessions, meetng . ete)) and an assessment oF the role of izbor in the

return to a democratic government in Haitl Specific activities planned that are important to
mention include AIFLD s help to the con zderaticns A orgar GZIng meetings v J:h the UN/OAS

..... I’

representatives, coordinating activities wi = the international SOmmunly, communicallon with te

LA



American Federation of Labor /Committee of Industrial Orzanization (AFL-CI Q) and the
International Confederation of Free Trade Unions (ICETU), and SLppoit for internaticnal
conferences ncluding mectings with the exiled President Aristide inthe US  The prograr
description also includes basic relief services and security assisiance 1o irade unions,

With the return of President Aristide to Haiti in October 1954, AIF.. s \,ocpcrauvc agreement
was amended in February 1995 to reflect their latest project p.opoam The focus of thus
amendment was the rebuilding of the democratic trade movement in Hait, heiping the trade

unions to play a sigrificant role in the pariiamentary and 1 mayoralty cicctions in 1993 and
continued financial assistance io trade unions for operating expenses. This anmeadmen: increascd
the funding level by $253,034 and extended the program until June 30, 1995

™

C. Deseription of Project Components and Accomplishments

Original project tergets were established before the 1991 coup ¢ etat and were not feasible due 10
the political situation marked by periods of extreme insccurity, violence, politi i
curtatlment of civil liberties such as freedom of speech and assembly. Subscquent program
prcposals submitted by AIFLD and approved by USAID seemed to have fittie chance

Proposals were poorly presented and unrealistic. For example AIFLD's proposal that
approved by USAID 1n 1993 called for worker education programs, paimcai eGUCation programs,
rural education programs, seminars on press freedoms, restructuring oft ' i
other activities. Although wriiten at an oplimistic time whex resoiution was in sight, this would

be an ambitious program for AIFLD ir the best of times.
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Or. the other hand, AIFLD’s constant presence throughout this period, limited struciuied

activities, financial support 10 unions and humanitarian assistance to iabor leaders and <heir
families are probably the main reasons wuy trade unions and some of their leadershi ip have
survived at all. ATFLD’s eicction support activitics and support 1o union reorganization siince the
return of Haiti’s democratic government has been a pOSlIIvC co“ti.om;on to the Hatian trade
union movement and their inereasing positive participation in national afairs. Without the
assistance of AIFLD and USAID funding it is unlikely that trade unions would have plaved any
significant role in the election process.

The following discusses the activities and accomplishments of AIFLD from 1991 to date. Durng
this period AIFLD provided assistance to all of the major irade union confed“"at5ons except the
Confederation of Haitian Workers (CTH). (The CTH has refused various invitasions to AIFLD-
spensored meetings due to remnants of the cold war. CTH is associa:\,d with ‘he Latin American
Confederation of Workers -CLAT- which has strained relations with the AFL-CIO and AIFLD )

Although not precisely outlined this way in AIFLD s agreements with USAID the cvaluation
team has divided AIFLD activities into several components for this discussion, The COMPONCnis
inciude technical assistance, traiiing, operating expense support 1o unions. sieclion aciivitics and
humanitarian assistance.



1. Technical Assistance

Altaough technical assistance is not expressly siated as one major input of AIFLD s grant,
insttution building is one of AIFLD's most iniporiant ccn:'1buii0's 1o ihe Haitdan iabor
movement.® There has been an AIFLD office and couniny dirccior in B 1987
FLD staff was instrumental in providing advice to Unions during a verv &ificult ime. Unien
s

"
jou

et

i e
&) N
e

1551

O

o

members indicate that AIFLD met regulariy with the UuiC‘“S perhaps wice 2 week at cach union
ALFLD helped the unions to create a network 1o survive the aftermath of the Coup and pian
PrOgrams 1o try 1o keep in contact with their membership. Mora! support was extremely

‘mportant to the union leaders. For various reasons, .nucn of the union lcadership changed after
the coup and the new leadership was even more in need of mipelent ncutrai advice and
encouragement. AIFLD worked with the union leaders, helping them o define common g

and helping them to define a strategy for their participation in the movement for the return of
derocracy in Haiti. The Country Director facilitated the trade union '*1-ox-'cmcnt’s micetings with
various international delcgations inciuding the Organization of American States (OAS) and helped
them to prepare for their meeting with President Aristide in the United Sum,s It Is impertant (0
note that before this period, trade unions saw cach other as competitors or pojitical opperents,
anc they rarely worked together on issucs. With the AIFLD Countrv v Director's help, unicns

formed a coalition and began working together.

Since Octobor 1994, technical assistance of AIFLD continues 1o plas an im ortant role i
developing  ade unicn strategies. The Country Director providcs sunsel a and expe usc to the
labor members of the Tripartite Commission on an ongoing basis. Unicn le Wit MFLD
help are learning how t6 have productive non-confrontational exchanges with the government and
the private scctor. In the last year the Tripartite Commission woiRed $0r over 2 month on issues

surrounding the mimmum wage, an issuc that has had severe political repercussions in the past.
Censultants from AIFLD Washington have also been usefaj in + is arca. Ferexample, a
consultant held a workshop with the Tripaﬁiic Comunission trade union representatives, ncli:inﬁ

them to understand their role better and play the part of effective qr'on :‘cprcsc alives vis-a-vis
the government and the private sector. Although the chuduo L LCAIT W : !
non-labor members of the commission, represcntatives from ihe Pri;:‘:c Minister
very positive labor performance on the commission that is at icast in Y pat duc o AIFLD's
assistance.

Privatization is another area where trade urion members have looked 1o AIFLD for assistance.

* Upon signing the July 1991 cooperative agreement, Al
ilaiti, a Country D irector and a Program Manager  Althouzh they were evacuated in Octobe
1991 wth most other American assistance personnel, they reiurned 1o Haiti in Januan v 1992 and
finally in March 1992 The Country Director was subsc quenty transferred to the Deminica
Ro-uum it May ‘199 . and continued to be responsibic for the Hait! srogram rraveling from the
Dominican Repubiic to Hai t: onaregular basis. The Program Manaper staved In it ¢ throughout

from 1991 and is currently the Haiti Couninv Director
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The Country Director provides regular advice to unions whose members work in soon-to-be
privatized companics. One exampie is the four mill where union members are currentiv
PaiTiCipaling in negotiations concerning privatization. The Country Di '
inderstand what privatization means and helping them to prepare (or meelings with the
government. Another important area where the coun: rv director is | ‘?ping
unions to design strategies 10 reorganize The vears of IH dcfa::
fragmenting many unions. Contact with members was diff; cult and unions are in various states of
disarray. Since the Countrv Director is a former trade union rganizer, he is particulaniv capable
at providing help in this area.
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Although ATFLD helps labor leaders have more preductive discussions with the pmfaw sector and
government, AIFLD has not provided basic management technical assistance to unions. This is
clearly an area that is very important if unions are to become seli-sufficient, and provide services
to dues paying member

2, Training

AIFLD directly sponsored a total of threc seminars during the grant period with a total of 100
union lcaders attending. One seminar was held during the defzcio g government and twe

immediately afier the return of the democratically elected ¢ goverriment to Haiti. The seminars
were all held in Port-au-Prince and included © Lnsons and Operating Strategics”(3/94), “Civig

Rights and Community Service” (12/94) and “Privatization” (;/9‘3).

AIZLD provided both technical and financial support to meeti ings oi Unions and their affiliates
over this period, most of which were during the defacto government. AIFLD f.u rancial records
show financial assistance to approximately 35 ficld visits and seminars s during the cooperative
agreement. In these cases, the AIFLD Country Director indicates that he helps the unions plan
programs and then the union is furded directly to carry out the training or field visit. The Country
Director is rarely present for these sessions. It is highly likel lv that many more meetings or
training sessions were held with the technical | help of AIFLD. However, AIFLD has no systematic
method for tracking such activities.

3. Administrative Support to Unions

Irom 1951, AIFLD’s cooperative agreement calied for financial SUppOrt to pay operating costs of
unions. To date, AIFLD has paid $136,444 of operating expenses for four unions, OGITH,
CATH, FOS and CNEH. Operating expenses paid include rent, utilities and small honorariums
for staff. These unions have very small sources of other revenues and this support pays aimost
100% of all of their e pcnsc; except NEH who also receives some support fiom the European
tra.. union movement. At times small amounts were paid for other union cxpenscs, particularly
at critical points whcre it would make the most difference. Intervicws with d i
how vital this funding is. Union membership d”es nave always been difficult at be
coup when most {ormally emploved people lost their jobs or were nos otting Daia and



embargo placed merce than special hardships on the popuiation, ducs coliection was impossible.

The payment of operating expenses through AIFLD kept union doors open, teicphones connected

and union activities moving. Unions that | ad f’ﬁ ¢s and could communicate with each other
provided a forum for informal meetinas and discussions and allowed Haltian trade unions to
parucipate in the process of restoring the dem oc‘aucailx elccted government. Basic services
provided by unions to members 1nc1udca access 10 legal services, and assistance 10 many who lost
their jobs in receiving their termination bercfits. In addition, funds provided through AIFLD
ailowed trade union confederations to carrv out limited fieid visits and seminzrs at their afiliates
throughout the country. Probably, what is most important is that thi funding aiiowcd UnIons to
survive. If this funding was absent, perhaps today the face of Haiti would be minus labor
organizations and Haiti would have to start all over again.

4. Election Activities

AIFLD’s major activity since the return of President Anistide has been related to the pariiamentary
anc mayoraity elections. The thrust of the AIFLD program has been training to the labor
leadership 10 prepare them to provide eleciion related civic education programs to therr
membership and help them mobilize their membership to register and vote. AIFLD election
activities started wizn a klcx off " meeting in April 1995 managed by 2 union eiection commitiee
wim the help of AIFLD. More than 200 members of the union leadership were present at this

ecting. The union leadership then held civic education seminars explaining the voting process,
the offices and their responsibilities and othier topics throughout the country at union affiliates,
churches, markets or any p?ace': where many peopie could be contacted. This process was
assisted by an outreach program via radio and television, posters and pamphicts. Although nine
town meetings were onginally p iarmed oniy three town meetings were held in Les Caves,
Gonaives and Port-au-Prince for candidates 1o meet with trade union members and present their
position on various issucs. Election observer training was aiso carried out and 338 labor
representatives were registered with the CEP as observers.

The Haitan labor movement maintains that they helped in the regisiration of $60,000 voters (out
of a total of three million), a number questioned by some, especially USAID. Alihough the
evaluation team looked for ways to substantiate these numbers, there is no way to do this.
Numbers were reported by union leaders who carried out civic education programs throughout
the country. The trade union ¢icction comm u.cc assisted by AIFLD designed a program that
would assure country coverage by giving specific unions the responsibility for specific parts of the
country. App“O\'i—naic*’v 200 union ieaders provided civic edu.,auo sessions dvmymw the
country over a period of three months. Reﬂ stration normally took place after the civic education
sessions and at times the voter registration office was actu 'i, moved to the site of the education
serunar. Labor eaders did a head count of those registering after ﬂ"c cducation sessions and this
15 how the trade union election committee came up with a to tal 0f 800,000 voters. This number
inciudes unien and non-union members and probably also includes some people who mav not have

TCngESI’Sd and J?USE attended the cducation scssions.
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AIFLD’s original target was the registration of 200,000 peopie. When the election commitice
was asked to project the numbers of people that they thouﬁht they could nelp register, they
est:mated two million. While this is not realistic, and even if 880,000 is an inﬂatcd figure,
discussions with union leaders and their continued level of engagement suggest that the AIFLD
activity heiped to regisier substantial numbers of voters. The »\-alua»korb saw cvidence of the
confederations level of engagement in the election process as the union lcaders planned and
organized for the training and matenals for the next civic education program io be carried out
before the run off clections scheduled for September. The commitice put together a program that
again assures that the country is covered by dividing the country and put a training ,)rogra“ m and
materials together spending many days (and nights) to complete their work. Conversations with
umon leaders indicate that it wiil be even more difficult to convince people to participate in the
coming election than the last one. In the last election, the level of voter registration and voting
was mostly linked to the amount of information people received on the process and why it was
mmportant (as well as certain security concerns). This was precisely the purposc of the AIFLD-
spcnsored activity In the coming election, union leaders fee!l that they have to convince voter
that their vote makes a difference because some voters were not pleased with the cutcome of the

last election.

AIFLD’s coordination with the CEP, National Democratic Institute (NDI) , International
Republican Institute (IRI) and others involved in election relation activities has been inadeguate.
USAID reports that despite initial introductions and urging to coordinate activities with the CEP,
ATFLD did not do so. NDI reported that they wanted to include labor representatives in the
aebates that they spensored, but the request for names from AIFLD was not answered  IRI
reports no communication with AIFLD and aithough SOmc evidence of communicaiions with the
CEP exists, finding peeple at the CEP who had much knowledge of the AIFLD civic education
program was difficult.

5. Humanitarian Assistance

Although not part of the original activities of the cooperative agreement, humanitarian assis*aq:e
activities became an important part of AIFLD activities during the defacto government and wiil
have a lasting positive effect on AIFLD’s credibility in Haiti. Members of various unions have
cited AIFLD, and the personal commitment of the country director as instrumental in heiping
unicn feaders and members wiho were placed in jeopardy by agents of the defacto government.
ATFLD, like many other organizations and individuals, provided a safe haven for trade unionists in
difficuities. AIFLD helped those arrested or injured and supported expenscs for some who were
in internal exile. The AFL/CIO Impact Project’ and the USAID Human Rights Fund (through
Projet Integre pour le Renforcement de la Democratie en Haiti - PIRED) provided funding for
medical assistance, and foed donations. Some of these funds also provided supplies for th
aficrmath of Tropical Storm Gordon, built latrines in Cite Soleil and helped trade union familics

? This project is funded directly from AFL-CIO funds or that of affiliates and is
usually used for small projects not exceeding $5,0600.
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buy school supplies so that chiidren could go back to school,

III. PROJECT MANAGEMENT

Management 1ssues have decreased the effectivencss of the AIFLD program. In gener
does not respect cooperative agreement provisions and gencral good management pra
cali for reporting, missicn clearances for consultants and travel, clearly cstablished sc co;
for the Country Dirccior and consultants, the establishment of ma“.wrmb and cvaluail
anc planning mechanisms. Tms contributes 10 a technical program that is not well planned, or
weil documented and makes it difficult to substantiatc program resulis.

e,
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A. AIFLD’s Mode of Operation

AIFLD is an instrumeniality of the AFL/CIO, and operates almost exciusively on USAID
furnding. Since 1962 AIFLD has received mostly central USAID funding for programs’
throughout Latin America and the Caribbean, As USAID Washington funding declined, AIFLD
has increasingly developed mission programs and receives mission funding in multiple couniries.
AIFLD has been accustomed to operating programs financed by central USAID funding.
Ownership of these pregrams is not claimed by missions and Washington-based personne! have no
means to monitor most project activities. > The net result is that AIFLD has developed an
extremely independent mode of operation that AIFLD staff now accept as their normal operaiing
procedure. Compared with other grantees and contractors, AIFLD activities have generally not

becn closcly monitored and the relative level of contact with USAID has usually bcen }e

Because AIFLD has been accustomed to operating in such an independent manner. responding to
the management demands of the Haiti mission has been difficult for AIFLD. In fact, AIFLD feeis
that some requests are simply inappropriatc primarily because AIFLD does not normally do 50 in
other countries. One recent example of this 1s USAID/Haiti’s requests for weekly reports on
election activities. Other grantees receiving funding for election activities supply these weekly
reports. AIFLD has resisted submitting these reports and, in fact, the Country Director was toid
by his Washington office not to submit them. Other reporting is also not up to normal standards
but AIFLD doesn’t seem to appreciate the need for written documentation on activities and
accomplishmenis. This circumstance has made it impossibie for anyone 1o validate AIFLD’s
WwCTK.

As an exampic of AIFLD funding levels, regional gran: funds of $21.148.364 was

uthornized for a three vear program which was co' ipieted March 31, 1993,

A 1993 evaiuation of AIFLD s ceniral grant brings this up 2s onc of the programs
central management 1ssues.



B. AIFLD Management

The Haitt AIFLD office is currently staffed by six people (accountant/secretary, driver/messenger,
guard, secretary, janitor and the Country Director). Until May 1994, AIFLD had both a Country
Director and a Program Director, although for most of the time the Country Director was dased
in the Dominican Republic.® The Country director is supervised by the Regionai Director in
Washingtor, D.C. Overall this staff does not seem excessive in any way and could be
reconsidered depending on the type of program that AIFLD may deveiop in the future.
1. Reporting

AIFLD reporting under the grant, has been erratic. In addition, the form and substance of
the reports have most often not been the most appropriate for accurately assessing -‘UFLD’S
performance under the grant. AIFLD’s initial cooperative agreement provided no clause on
reporting responsibilities. In 1993, an amendment to AIFLD’s cooperative agreenmcnt Lai‘f‘d for
quarteriy reports. Although the evaluators found evidence of annual r eports. monthly reports and
sui-month reports, only one quarterly report was produced. Reports submit LG did not clearly
explain the activities of the AIFLD staff, especially the Couniry Director and consultants, lack
clear presentation and details of training programs, did not mention the zmportancc of the

pavment of operating expenses by the program and usually failed to convinee the reader that
AITLD had a viabie program in Haiti.

2. Financial Reporting

AI¥LD’s financial reporting system does not provide information that can be used to make
management decisions. For example, AIFLD is unable to respond to requests for financial
information that is not categorized according to their cooperative agreement budget line items.
The evaluators requested several pieces of financial information both from the field office in Porti-
au-Prince and from the home office in Washington, D.C. The AIFLD Halt pudget has ten basic
iine items (salaries, travel, rent/utilities/supplies and cquipment, communications and postage,
local bencfits, consultant fees and expenses, other direct costs, program costs and overhead).
Information that was requested included the specific compasition of the program cost line item.
Neither office could provide the information. The evaluators aiso requested the specific use of the
consultant fec and expensc line items (which consultants and for what purposcs and amounts).
Although this is a line 1tem of the cooperative agreement budget, both offices were, again, unable
to provide the information. Without rapid access to this sort of information, AIFLD is unabie to
track program progress in relation to cost which is essential to the management of any project

AIFLD does the major part of the acccunting for the Haiti program in Washington with the Haiti
fieid office providing financial reports and documentation justifvin g; 'cid expenses. AIFLD draws
dowrn on their federal letter of credit and thus vouchers are not submitied to the mission in aiti.

8 The Program Director became the Country Direcior around May 1993,



property. Conversations with the USAID Controiler’s Ofice in
have been done recently and some deficiencies were noted in documentation, casi management
and internal control systems.  All of the verification issucs have | ia Dthe U

1

controller’s office will continue to mionitor the situation.
3. Planning

Evidence shows that the planning of AIFLD's Haiti program can be greatly improved.
First, unsolicited proposals to USAID for funding need to be improved. Inreviewing the
proposals since 1991, they have clearly become proforma, repeating much of the same
information of the past. The proposals need specific information outlining accempiishments, how
success was measured and how the program proposed will build on the success Programs need
to be much more precise with realistic outputs and indicators of success defined. An example that
illustrate- the lack of clarity is ATFLD’s proposal of February 1995 (Amendment 6) that siates
that one activity of AIFLD would be job creation. The paragraph describing these activitdes is
murky at best and in fact cvidence is lacking to show that AIFLD actually planned activitics in this
area.

AIFLD/Haiti also needs to plan their work and present those pians to USAID. Currently, the
evaluators have the impression that AIFLD activities are all ad hoc. Although a degree of
fiexability 1s necessary and was vital when the political situation required inventive soiutions to
difficult situations, AIFLD needs to deveiop periodic work plans and providce reports based on
these. This will nat only heip ATFLD accompiish their objectives but will provide information on
how money will be spent and for which activities. AIFLD’s initial participation in civic educaiion
activities for the election process is a good example of how improved planuing would have
improved their performance. Because activities were not pianned 11 a timelv fashion, the syiergy
that could have been gained by collaborating with other organizations such as NDI and IRI was
lost and some activitics were not carried out as time ran short,

AIFLD 1s particuiarly confused about proposal submission and funding levels. They claim that ¢h
uncertainty of funding and funding for short periods have made it difficult to prepare work plans
and follow them (and therefore they have not prepared them). On the other hand, AIFLD has
submitted multiple proposals for various periods of time. While AIFLD eXpPCCIs o receive a
response to these proposals, USAID does not normally respond to unsoliciied proposals except
through the contracting officer after a proposal has been accepied.

(W)



4. Monitoring and Evaluation

AIFLD has no system for menitoring project activities and evaluating their progress.
Because AIFLD’s program is primariiy the institution building of the trade unions in Haitl, it is
especiaily important that indicators of progress be established and tracked. Although this mav not
be an easy task, assessing the progress and impact of the program without these sorts of
incicators is extremely difficuls (and sometimes impossibie) AIFLD scems & put littlc cmphasis
on monitoring and evaluation ¢riteria and svstems viewing them more as 2 burcaucratic
recuirement rather than useful toois.

C. USAID Management

The AIFLD project has also been frustrated by what ATFLD considers to be inconsistency
in USAID management, especially high turnover of project management staff. Although the
direct hire staff of USAID has not experienced high turnover, AIFLD s cay-to-day contaci has
more likely been with contract staff and the AIFLD program has been managed oy at icast four
mcividuals over four years, cach with different management styles, and information requirements
and various degrees of familiarity with labor unions. Overall, USAID has not been VCry
demanding of AIFLD, overiooking their lax management, never mentioning their fack of
performance tracking systems and never commenting on reports that provided insufficient
information until very recently Even when AIFLD failed to submit quarterly reports, (since
1993} it is only recently that documentation shows that USAID notified AIFLD requesting the
reports.

D. Cost Effectiveness

Given the prior discussions concerning AIFLD’s management deficiencies, it is highly likely
that funds could have been spent more effectively. AIFLD has spent close to $1.2 mikiion in
the last four years. It is not an unimportant sum of money. Better planning, project performance
tracking systems, and good management practices could limprove the performance of AIFLD

activities and thus increase the overall cost effectiveness of the program.

From 1991 to date, the AIFLD Haiti program received a total of $1. 1 35,786. Since AIFLD
Washington financial management reports are based on line items outiined in their cooperative
agrecment {salarics, travel, rent/utilities, etc.} and not by project components or activities
(technical assistance, training, elections, etc.) mformation about the costs of specific programs and
activities is difficult to obtain. Discussion with AIFLD Haiti sta%¥ and the examination of some of
their financial documentation has allowed the calculation of an approximate amount spent on

-

specific programs as {ollows:



Program | Percent of Total Budget’
Technical Assistance® 30%
Training/Support 1o Union mcetings 3%
Financial Support to Unions’ 11.5%
Election Activities'® 11%
AJFLD/Haiti Administrative Costs'* 17%
AIFLD/Washington Administrative Costs 22.5% |

Clearly the most important program in financial terms is the technical assistance provided by the
Country Director and the Program Director. From the previeus discussion on the technical
assistance component of the project, this has alsc been the most important substantial part of the
program. Of questionabie value was a Haiti Country Director based in the Dominican Repubiic.
Although he did provide some technical assistance to the Haiti program during this period {and
more likely technical assistance to the program director) and the circunistances mught have
waitanted the change at the time, in retrospect, funds possibly could have been spent more
efficiently. The cost effectiveness of some consuitants is also questionable especiaily since the
consultants work was not clearly defined and evidence of their contribution to the program is

lacking,

Admunistrative costs of Washington arc the next most important cost of the Haiti program. This
overhead rate is sct by the GAO in Washington and in COMPparison to other organizations is
exiremely reasonable. Haiti administrative costs cover all employees but technical assistance, and
all costs that it tzkes to run the office. Using funds to run the office is almost as important as the

7 As stated this is an approximation and should be used to understand the
importance of one program in relation to another. Although this information was
requesied of AIFLD Washington, it was not provided.

! This includes the cost of the Country Director while based in the Dominican
Republic for part of the time. He was also financed through AIFLD’s regional
grant for part of the time.

? Actual figure of $136,444 used for this caiculation.

10 The Haiti AIFLD office reports a totai of $140,000 spent directly on election
activities.

i Inciudes the local AIFLD staff, vehicle opcrations, rent, utilities.




tecnnical assistance itsclf. The office is conveniently locatad to trade union members and although
large, 1t is needed to accommodate various mectings of trade union people. The AIFLD office has
been an important meeting place for union icaders, at times even providing space for the Tripartite
Commission.

AIFLD education and training activities were limited to three AIFLD sponsored seminars and 40~
>0 Union meetings and seminars. The three seminars held in Port-au-Prince represent 8% of the
cost of all training activities at a cost of approximately S80 per union member attending. This
COst per participant seems high. Although impressions from USAID and PIRED s:aff who
attended the seminars are favorable, perhaps less expensive seminars should be held to reach not

only the Union leadership but rank and file members as well.

Election activities have taken on financial significance for AIFLD and have beon AIFLD’s major
focus of activities since the return of the democratically elected government in October 1994
Funds for election activities were spent for an initial kick off meeting (8%) which by all accounts
(including USAID) was well done, civic education meetings throughout the country (32%%),
numerous radio spots (judged by PIRED staff to be well done), nosters and pamphiects (the CEP
has been using these as well-done examples of education materials) (20%), three mectings tc meet
the candidates in Les Caves, Gonaives and Port-au-Prince (6%) and training for election
observers (12%), plus overhead.

Financial support to four confederation of unions represents cleven percent of AIFLD s total
budge:. Funds are used to pay the operating expenses of Confederation Nationale des
Enseignants (CNEH), OGITH, CATH and FOS. Thesc expenses include salaries of the general
secretary, regional representatives, activists that travel in the field to meet with athiliates, suppont
staff, rent, utilities, and travel. Basic services provided through this support include limited
numbers of seminars, cgal services, assistance in recetving benefits and access to information
from outside of Haiti.

IV. PROJECT IMPACT

Effectively and convincingly assessing and documenting the impacts of 2 institution building
process is a challenge, especially during a period of such political stress and in face of formidable
obstacles. Even so, AIFLD has done very litile to define and refine indicators or attempt 1o asscss
the results of their activities over the last four vears.



A. Institution Building

* Most unions survived.

Prior to the military coup in 1991, trade unions had developed an important membership base, and
had potential to piay a substantial role in national life. The labor move ment, however, was onb
partially organized and had a long way to 20 to becomne an cffective voice for Haitian workers.
The major national confederations of unions varied in strength and their ability to provide services
to members. CNEH (the teachers’ union) was the most well developed, having a well-deiined
mandate, well-developed constituency, multipic funding sources and some institutiona! resiiicnay.
The others (FOS, OGITH, CATH and CTG) were fragile organizations that suffered from internal
conflicts and an extremely diverse membership ranging from factory workers to farmers.

AIFLD’s presence, technical assistance and financial support for union operams expenses are
cited frequently oy the leadership of the trade union confederations as primary reasons that the
national confederations are still operating and most unions throughout the country survive d the
years of the defacto government. The AIFLD office provided a relatively safe place for
ga;nermgs The advice and encouragement provided by the Country Director provided hopc {or
union members and helped them to deal with the situation in a productive way. The evaluators
were told that, in fact, during the period, unions met more than ever before. They met o discuss
the situation, how they could contribute to resolution and to plan how to help members in need.
This was an important training period for the young leadership of the trade union movement. The
fact that the unions have survived means that these organizations can build on the experience that
they have gained in the past years rather than starting from zero.

* Unions are more united.

Before the 1991 coup, unions saw each other principally as competitors. The labor union
confederations, except CNEH, group all types of labor unions and are not organized by
profession. Therefore, all of the confederations (except CNEH) arc vying for the same members.
This adversary relationship between confederations was further exacerbated because some are
splinter groups from the original unions organized. Probably, in part due to circumstances that
provided a common goal and in part due to the presence of AIFLD facilitation, unions have
started to work together. This bodes well for an effective trade union movemen: that can
represent Haitian workers. During the years of the defacto goverament union representatives met
torether to outline their role in a strategy for the return of the democra atically elected government.
Most recently, unions have worked together to develop a civic education program that will
improve the registration process and voter understanding of elections and candidates,

* Unions have started to mature.

Unions have recognized that some of the ways that they approached problems in the past were
not productive. As a group of unionists told the evaluators “we used 10 be children and now we
are adolcscents”. For example, this is the first clection in Haiti in which the trade unions did not
support any onc political party. In the past, they had been allicd with one paiiy/candidate.
However, in this clection, the confederations agreed to be neutral and support the voter
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registration and monitoring process. Other unionists explain that they understand that workers
cannot always make demands, and that a dialogue with managenment ;s what 1s important. Still
other unions are struggiing to understand privatization and what this means for their membership.

* Unions played an important role in the recent elections.

Although questions about the actual numbers of people that the trade unions assisted in
registering to vote exist, union leaders’ dedication to their current civic education program is an
indication that unions are playing a significant role in educating people about the clection
process. This is not the first time that unions have played a role in elections. In 1990, the unions
also participated in delivering civic education related to clections. Currently, the eiection
education/registration program is organized by a coalition of trade unions. The program is
designed to train trainers who go to meeting places, markets, churches or any piace where they
might be able to contact large groups of people to deliver their education program. The unions
have also registered 338 observers with the CEP. The election committee organizing this
program is a dedicated, well informed group of people who scem to be committed to
strengthening the unions and see the trade union movement as 2 broad based, multi funciional
organization designed to help people improve their lives.

 Labor is participating as part of the Tripartite Commission.

The trade union confederations are represented on the Tripartite Commission bv pcople who were
chosen by all of the confederations and seem to meet the approval of almost all of them. This, In
itself, is an accomplishment. The major accomplishment, however, is that labor representation is
situng with the private sector and the government to discuss substantive issues where all three
groups have very divergent views. The most recent example of this is the discussion of the
minimum wage. To some it was surprising that the members of the Tripartite Commission
actually agreed on 2 wage that could be recommended to the President. Although the Tripartite
Commission has really just started its work, it is evidence that unions arc learning how to discuss
issues and negotiate with scctors of economy previously viewed as the enemy.

B. Women’s Participation

Overall, only limited progress has been made in bringing women into labor movements in the
region as full participants.’* The evaluation team had limited access to records on membership,
training, or meetings by gender. The records reviewed concerning union training sessions and
meetings show very little attendance by women. Anecdotal evidence does suggest that some
strong women leaders play 2 role in the Haitian labor union movement. The teachers’ union,
which has a high number of women members, was recently represented in the U.S. by a woman.
This 1s partially because the Haiti country director is sensitive to these issues but also because she
is 2 dynamic Individual who represents her constituency in a convincing manner. Another woman

¥ LAC Labor Sirategy Development/AIFLD Evaluation Final Report, Development
Asscciates, 1993,
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stands out for her participation in the ad-hoc committee established by the union confederations to
coordinate their election activities. She is credited as the driving force in union efforts o register
voters, extend election information and monitor the elections.
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B. Program Issues: Overail, the AIFLD program has made contributicns to the
preservation and development of the Haitian trade union mevement.

AIFLD was present in Haiti at a time when it was especially important 1o provide guidance and

financial support to a fragile trade union movenment. AIFLD’s presence in Haiti after the (961
coup provided support to a weak trade union movement at a time that it was almost impossibl
for urions to operate. AIFLD’s moral support, advice on key issues, help in making this perio
productive and financial support to unions arc the reasens th

e

d

at unicons survived, are now more
Iy

unified and, in general, progressed during the years of the defacto government,

There has been limited progress in bringing women into the labor movement.

Though wormen

make up a large portion of the assembly sector, women are not fully represented in the leadership
of the labor union movement. Recommendation: If AIFLD substantially improves the
management and documentation of their program, and clearly defines a cohesive program
for labor unions in aiti, the continued support to labor is recommended.

Short-term:
(in the next 6 months)

1. AIFLD places major clTorts on
civic educalior ~=lated to clections.

2. Dectailed program {or assislance
to clection civice cducation outiined.

3. Assistance provided 1o labor
members of Tripartite Comnussion
tc help them understand issues o be
addressed (i.c., the benefis of
privatization).

4. Indicators for program success
conceming clechions and assistance
o Trpartite Commission
established.

5. AIFLD documents outcomce of
program.

Medium Term:
(1-2 Years)

L. AIFLD documents AIFLD assisted
trade union accompiishments o
date....inciuding benefits Lo rank and
{ilc membership.

2. Medium term plan {or labor union
development.

3. Medium term plan 1o increase the
participation of women designed.

4. Assistancc to Tripartite
Commission conunucs.

5. Plan has cicar ndicators which
include types of scrvices offered that
participating members arc willing to

pay for.

Long-Term:
(2-5 Ycars)

I AITFLD continucs to document
AIFLD assisted trade union
accomplishments.

2. Privauzation 1s a higher program
prioriy.

3. Sustamnability inciuding the
mstitutional development of
unions/confederations and their
ability 1o collet ducs to pay for
SCIVICCS 1S @ MIAjOr Priorily.

4. AIFLD develops a timce phased
plan lor labor unton development

5. Broad based membershin

cducation.
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ATFLD/Haiti
George Exceus, Director
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ATFLD/Washington
William C. Doherty
Mike Dovovan
Emily Donahue
Kevin Shaver

AJH
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CATH

St Cyr Louis Fignole, Secrctaire General
Saincifus Michelet, Relatins Publiques
Laguerre Manique, Responsable Conflit
Cadeau St. jean, Tresorier

Saint Ange Andrea, Secretaire

CEP

M. Guillaume, Operations and Logistics

CGT
Gerard Pierre, Relations Publiques
Delassaint Nathan, Secretaire a I’Organisation

CLED

Jean Maurice Buteau

CNEH

Roody Edme
Carl-Henn Gutteais
Andre [afontant Joseph

Comme U Faut
Norman Moore

CONADLSH

Charles Dartetiian, CISN
Georges Emmanue], FNTS
Fritz Joseph, ONTH

Joinvil Jean-Baptiste, CNTH



FOS

Chery Fequiere, Secretaire General
Celestin Georges Montes

Michel Calme Henry

IFES
Linda Trudcl

IRI
Karen Harbert

KOTA

Regis Bernard, Responsable de Presse
Exilas Nancy, Secretaire a |’Organisation
Jacques Pierre, President de J]a KOTA

NDI
Tanya Domi

OAS
Micheline Begin

OGITH

Patrick Numas, Secretaire General
Amethee Gerald, Secrctaire

Patrick Baron, Secretaire a ’Education
Presilien D Siffrard, Tresorier
Raymond Jean Baptiste, Tresorier Adj.

PIRED
Karen Diop

Prime Minister’s OfTice
Marjorie Kernaszant

SOMA

Gedeus Urie, President

Blaise J-Honald, le Consciller
Petit Frere Witson, 2e Consciller

State:

Otite Anderson, ARA/PPC (Labor Advisor)



U.S. Embassy

Reobert Felter, DCM

Richard Beli, Political Officer
Vicky Bell, CAQO, USIS

UN Civil Mission
Colin Granderson

USAID/Washington

David Eckerson, USAID/LAC

Madeline Williams, USAID/LAC

Peter Accolla, USAID/G/DG (Labor Advisor)

USAID/Haiti

Whilhem Radlein, Project Coordinator

Chrstopher M. Brown, Director, Office of Human Resources and Democracy
Lawrence Crandel!, Director

Gail Spence, Project Design and Evaluation

Sue Nelson, Human Resources and Democracy

C. Telefort, Controller’s Office
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ATTACHMENT |

SCOPE OF WORK

AIFLD EVALUATION

l. Qverview

USAID/Haiti is preparing the evaluation of the American Institute for Free wabor Deveiopment
(AIFLD]}, the implementing agency of the labor component of the Demeccracy Enhancement Project
{521-0236}). in July 1981, two months before the coup which overthrew the first democraticaily-
elected President, AtFLD was awarded a Cooperative Agreement for the purpose of assisting labor
movement 1o become a positive force for demaocracy in Haiti.

After the departure of the President into exile, unions related activities were haited.” An
amendment to the program description was made with the goal "to support the Haitian Trade Union
movement in its struggle to restore the democratic process that was taking place in their country
before the September 30, 1991 coup d’etat™. During this time, AIFLD was providing adminisirative
sSUpport to unions so that they can provide basic services to their affiliates; promoting the cause of
free labor development to the general public; and assisting unions with rural components. A
reiatively low profile was maintained by all labor unions during this time and some leaders went into
exile or underground.

Berween July and December 1994, AIFLD's program was to train, including pelitical ang civic
ecucation in addition to labor training for national and local leaders and unions-buiiding. In addition,
it was to provide financial resources for the administrative restructuring of participating unions and
their affiliates. AIFLD’s program changed again in January 1885 to focus on providing civic
education through fabor unions with a view toward contributing to voter educauon and getiing out
10 voie on election day. AIFLD held three town meeungs in different parts of the country which
featured candidates for offices from those areas.

A two-person team is required to carry out the evaluation as per the scope of work outlined beiow.

The Mission wishes to field an evaluation team to conduct the evaluation over a three-week period
oeginning August 1, 1995,

iI. Purpose- AJFLD Evaluation

The purpose of this evaluation is will be to determine the extent to which AIFLD has successfully
accomplished the objectives of the grant; determine whar the impact of AIFLD's grant has been in
Haiti, a country where the unemployment rate figure often given for the farmal secter is
approximately 80 percent; and to provide iessons learned from the AIELD grant. This evaluation
will also assess the management of the grant, both by USAID and AIFLD, including financiai

management.

Ay
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i, Statement of Work

AL The evaluation will examine the various project components detailed below with the
goa!l of answering the following questions:

- What has been achieved to date to support the project purpose?

- What has been the Project’s impact to date in terms of institutional support to labor
unions, number of unions members trained, how AIFLD's civic education contributed
1o voter registration and voter turn out on electicn day?

- How is the Project received by beneficiaries, unions members, unions and the
business people and the cutside comraunity (i.e., beyond the organizations

immediately invoived in the Project)?

B. More specifically the evaluation will address the following areas and respond to the
foilowing guestions:

- What basic services have been provided to affiliate member unions?

- What institutional development has been done with the unions and whart the results
have been?

- Are the activities adequately focussed to reach the desired objectives?

- What is the impact of the training provided to labor unions on women’s participation
and membership?

- Has the money AIFLD gave to sffiliates been adequateiy and rationally used and
accounted for?

- Has the USAID management structure provided adequate support for project
operations?

- Have recommendations from AID audits, AID procedures and regulations been
incorporated into AIFLD's management practices and followed at contract level? at
subcontract level? at grantee level?

- Are reports, work plans, budgets, etc. produced, distributed reguiarly and used?

- Have affiliates unions adopted and mastered basic management practices?

iv. Scheduie of Work

AL The team will be provided basic Project documentation {Project Paper, Cooperative
Agreement, salient l"EDOf‘IS) and authorized to spend up 1o two-days reviewing the material and
meeting with the Grantee and AID/W employees in Washington, D.C. invoived in the management
of the regional grant in order to develop a detaiied work plan. A ldist of the people to meet is as

follows:



USAID:

USAID/Haiu Task Force

USAID/LAC Caribbean Desk: Dan Riley; David Eckerson
USAID/G/DG: Peter Accolla {Labor Advisor)
USAID/G/DG: Chuck Costelio (Dirzctor)
USAID/LAC/AA: Mark Schneider

USAID/LAC/DAA: Norma Parker

State:
Oliie Anderson, ARA/PPC (Labor Advisor)
Ed Sutow (Human Rights/Labor)

AlFLD:

Jesse Friedman {Deputy Executive Director)

tmily Donohue {Haiti Coordinator)

Bruce Jay {Chief of Staff to Executive Director)

Jack Eberle (AIFLD Consultant, formerly Director of Economic Research/Public Relaticns}

AFL-ClG/International AffairesL Chuch Gray/Phil Fishman (AIFLD should arrange appointmeanis)

B. Within three days of arrival in Port-au-Prince the avaluation team wiil present a detaiied work
pian to the Chief of HRD and AIFLD representatives. this will inciude a description of avaiuation
methodology, individual work assignments, field visit scheduie, interview/meeting schedule, list of
survey instruments to be used, and data requirements. The workplan will be finalized in a meeting
with the Chief of HRD, AIFLD representatives snd evaluation team.

C. The team will be expected 10 meet with Mission Chief of HRD and AIFLD representatlives 1o
discuss the findings. A progress meeting will be held at least once a week.

D. At the end of the second week, the Chief-of-Party of the evaluation team will present a draft
outline of the report and present preliminary findings and recommendations at a meeting with
Mission and appropriate Project personnel.

E. At the end of the third week, a draft report will be presented to AID and AIFLD to review
prior 1o preparing revised finalized version.

F. The final report will be drafted by the Team-leader and presented before team leaves Haiti. A

revised final report will be presented to the Mission no later than two weeks following receipt of
review reactions from the Mission.

V. Logistical Support and Level-of-Effort

Team members are expected to go to Haiti immediately following their 2-day trip to Washington
and undertake the rest of the evaluation. The contractor will work relatively independentiy,
providing its non ogistical and secretarial support.

A six-day work week is authorized.
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Vi. Evaluation Team Composition

A two-person team is required for this evaluation effort. These persons will be recruited by USAID.
The team will combine expertise in dealing with labor union and project evaluation with knowledge
of Haiti and AID regutations, and financiai management.

The team leader must be an evalustor who is very familiar with AID and project development; must
speak French or Creole; excellent writing and organizational skills. Either the Team-ieader ar the
second person must: be familiar with labor union, AIFLD and/or civie educaticn, institutional
development (specificaliy labor union development). Knowledge or experience in Haiti or sirilar
country is considered a plus.

The second member of the team must be a labor/institutional develppmaeant specialist with
experience with labor unions, AIFLD, or knowledge of labor union deveiopment; must have French
or Creole, good interviewing and interpersonal skiils, must have prior wark {even short-term)
experience with AlD, preferably as evaiuator.

The Mission Technical Office(HRD), and AIFLD representatives will take a collaborative and active
roie in the evaluation.

The team members will spend o/a 18 work days {three weeks) in-country. The team leader wili be
authorized to spend an additional 5 days preparing the finai repor.

Vil. Reports

The team will be responsible for submitting the following documents according to the schedule
cited below:

Document Schedule

a. Work Plan COB day 3

b. Draft Outline/ COB day 10

c. First Draft Final Report COB day 18

d. Final Report and 10 days following
Executive Summary receipt of comments

The final report will be submitted to AID in ten copies in English. The report will be presented
according to the AID format for svaiuation reports, and will include the foliowing chapters:

1. Executive Summary
2. Project ldentification Data Sheet
3. Table of Contents

4, Body of Report
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b, Appendices

The body of the report will inciude discussion of (1) the purpose and study guestions of the
evaluation, (2) a summary of the economic, political and social context of the project, {3) the
evaiuation approach and methodology selectad, (4] the evidence/findings of the evaluation, (5) the
conciusions grawn trom the findings, and (6} the recommendations based on findings and
conclusions. The report should also inciude a list of the recommendations made in other
cansultants’ reports, a statement as to whether or not the recommendation was heeded and the
results thereof. The body ef the report shouid not exceed 5C pages.

VI, Metheds of gavment:

Payments wiil be made as follow:

30% upon submission of Workplan
50% upon submission of Draft Report
20% upon submission of Final Report



Date: August 16, 1993
To: Bill Radlein, USAID Port-au-Prince
Fr: Lisa M. Matt and Don Knight, Evaluation Team for AIFLD

Re: Work plan

Attached piease find our Work plan.
Included are the following:
Evaluation methodology

. Report Outiine
. Schedule of activities

WS 2 Y



! Evaluaton methodology
Review grant agreements and all available project documentation

Compare projected outputs with actual cutputs. Qutput data (including technical assisiance
mciuding consultant time, training sessions, tvpes, numbers and conient and funds Iven as
administrative assistance) required from AIFLD.

Verity outputs to the extent possiblc: assistance 10 Unions/ training to Unions via intervicws with
Union leadership and Unton members.

Try and get an understanding of the impact of AIFLD activities through discussions with
members...case studies are a possibility,

Gain an understanding of the AIFLD reputation by speaking to organizations doing related work
Interviews with Unions

OGITH

FOS

CNEH
CATH

CGT

KOTA
SOMA
KONADESH
AJH
FESTREDH

Other Unions that participated 'n training
Discussions with these groups will include the following:

v Activities in the last 4 years

v How were union activities maintained?

v"How was contact with membership maintained?

v’ Assistance from AIFLD... participation in specific activities: training, etc.
v Future directions

2. Interviews with other groups

Trnipartite Commission
Elecuon Commission
CLED

OAS

NDI

-

,,;r"'i
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IRI
IRE
residenuial Commission on private seclor development??
LO: Marna Scarpato

Labor Attache: Embassy.. Richard Beil

IF=S

UN Election Trust Fund peopie??7?

U g
v,

& et b

The objective of these interviews 1s 10 discuss complementaritny/collaboration for related activines
and impression of AIFLD activities by others.



LEvaluation Report Qutline

I.

O oo

I

introduction

Summary of Democracy Enhancement Project and Labor Portion AIFLD
Purposc of the Evaluation and Primarv [ssues Examined
Haiti Context
I Polical Economic and Social {brief: aspects that infiuenced the project!
2. Why labor umons when there is no cmpiovment?
Evaluation Methodology

AIFLD Activities
Overview of Project
AJFLD Approach

. AIFLD involvement in Harti
. Agreements with USAID and evolution since 1991

LY ()

Descniption of Project Components and accom lishments
D P

1. Technical Assistance

2. Training

3. Administrative (financial) support to Unions
4. Elections

5. Humanitarian Assistance

6. Other

{HI. Project Management

DN W

O w e

Reporting
Monitoring and Evaluation
Financial Reporiing
Cost Effectiveness
I. Cost of AIFLD program versus outputs

Project Impact
Insttutional development

Women's participation
Potennal fong-term 1mpact




<

U0 W

Issues/Rocommendations

AIFLD modc of opcrationspolitical nature of AIFLD
Focus of Activities

Management

Pending AIFLD Proposals, Future aciiviies
Alternative sources of labor support

Others

o, otk



Evaluation Team Interview Schedule

Date

Activity

August 9, 1995

Round table at AIFLD Offices with Haitan
Trade Uniormsts sponsored by USIA

August 10, 1995

Preparation at Thunder & Associates
Briefing bv AIFLD Washington

August 11, 1995

Briefing by Pcter Accolia, USAID/G/DG
Haiti Task Force
Ollie Anderson, ARAPPC Labor
Advisor

August 13, 1995

Travel to Haiti

August 14, 1995

USAID/Chris Brown and Bill Radletn
Project Documents
Meet with AIFLD/Haiti

August 15, 1995

Meet with USAID Mission Director

Survey of Project Documents

Develop schedule and Work pian.

Meet with George Exceus and Mike Donovan

August 16, 1995

USAID/documentation
Meet with George Exceus and Mikc Dovovan
Appointments for inierviews

Meet with leaders of major participants in
AIFLD program:
OGITH

FOS

CNEH

CATH

CGT

KOTA

AJH
FESTREDH
SOMA
KONADESH




August 21-22

Meet with represeniatives from the following:
CLED

OAS (Marta Gomez Tavior Wingate)

NDI

IRI

IFES

PIRED

Prime Minister’s Office {Margoric Kernizan)
ILO

U.5. Embassy Labor Attache

Travel to two areas outside of PAP to discuss
AIFLD supported activitics {training, training
for elcctions, etc)

Possibilities inciude a dav trip to the Artibonitd
and a day in Cape Haitian or Gonaives. Final
destination wiil be determined in discussions
with Union leaders.

August 26

Refine report Qutline

August 27-September |

Draft Evaluation Report

August 28

Discuss and firalize outline with Mission

Sepiember |

Submit draft Report to USAID

September 2

Team departs Haiti

September 9

Comments on report from Mission duc to
Thunder

September 23

Final report due
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DOCUMENT

INDICATORS

ACTIVITIES

Onuinal Cooperative
Agreement

71791

$256.000 Obligated

1. 400 members receive
lcadership trainung

2. Leaders acive mn
OTEANIZING anc 1n
negouanag o ective
bargamning cortracis

3. Democranc labor
movement grows by [ 5-
20%:s

4 Trnpartie dialogue
estabiished wnong labor,
management and
govemment.

5. Labor to have voice in
legislanon affecung
workers and authonty to
initiate legsianve action to
overhaul labor code

6. Each pamc:pating
confederation wil have
established technical
branch for support ad
guidance 1 coilecuve
barpaining, contract
negotiahon and
enforcement and conflict
resolution for crievance,
mediation and artitration
procedures.

7. Each confederation will
have one viabiz social
s¢€invice

8 Membership in rural
URIOTS {0 grow by 20%
and 100 peasant leaders
10 recerve unien
development training

/In-country tramung/ 14 one-week courses for leaders to
trade other unien membership

v"Courses in basic trade umonism

/40 first echelon ieaders to foliow leadership
deveiopment courses at CTV's INAESIN (rraiming of
Tamers 10 wa'n second ccheion)

¢+ Support for finance organizing orgamzanons campaigns
deveioped by parucipating unions

v Efforts to build bridges with povemnmen: and
management

v Consensus among confederations for format for dispute
resoluuien

+ INeed for tnparute dizlogue included in course matenals
v'Radio broadcasts/written material

v Techmical assistance to confederations

v Financial assistance (revolving fund, rrant fund. AFL-
CIO Impact Project fund and LC)

« Trammng and TA




Amendment | New
Proiact Description

7/27/92

“

$142.532 Obhigated
$392,532 Total

i Orgaruzing campaiens

take place

2. Basic trade Union
emunars held

3 Tri-panite dialogue
established

4 Labor equal parucipant

in official bodies that
develop legislation and
policy affecting workers

3. Rural vmien
membership grow by 20%
and 100 peasant caders
TECeIVe training

v Provide administranve support 10 unions so that the,
may provide basic senvices 1o ther affiiiates

v Trainmng and technicai ass:stance

Amendment 2:

hn
el
':uJ
¥a]
w

$108.002 Obligated
$500.534 Total

Amendment 3. New
propram {3209,204)

712193

$119,545 Obligated
$620,079 Total

1. Numbers of traiming
programs

Z. Numbers of people
tramned

Quarterly reports

10 Leadershup Traiung Semunars
5 Weckend Semimars

3 Women Leadersiup Traimungs

| National Conference

1G Agranan Workshops
! Agnicuttural Cooperative Sermmar

Amendment 4
8/25/93

$89, 659 Obhgated
LS7G9.738 Total




Amendment 5° New
Program Description
($127.000)

24094

$101,048 Obligated
3810.786 Total

I Numbers of mecungs
wath fabor leaders

2 numbers of small group
meetngs wath labor leaders
3. Confzrence calls with
iabor leaders around th=
country

4 Traning sessions

5. Traung scsston
participants

6. Voluntecrs for
advanced training

7. Women for advanced
frainng

8. New local uniens
established

9 Mecungs wath other
organizations

10, Visis 1o ULS.
uniomized work sites

v Traming
v Technieal Assisiance
v Admunistrative Assisiance

T ——

Amendment 6: New
Program Description
{$253.024)

2/22195

$125,799 Obligated
3936,585 Toual

v'Administrative Assistance

« Traning to develop and strengthen existing unions and
encourage a broader Union Confederation

v Support to help unions mebilize members for raiung
and voter education and registranon and get-out-the vote
campaigns

v Jab creation through public sector jobs programs

Amendment 7 increasad
budget
(399.,024)

4/11/95

3252.2G] Obiigated
$1.188.786 Total

Amendment §:

Complenon date extension
Ti31/95
319




